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SOME HIGHLIGHTS IN THE DEVELOPMENT OF THE NATIONAL 
TRAINING LABORATORIES 


The National Training Laboratories of the National Education Association had its beginning in 
1946, with a request by the Connecticut Interracial Commission made jointly to the Research Center 
for Group Dynamics at M.I.T. and to the Commission on Interrelationships of the American Jewish 


Congress. 


Three-Week Exper iment 


As a result of this successful experience, 
an experimental three-week laboratory was 
held in June of 1947 atGould Academy in Bethel, 
Maine. The unique facilities of Gould Academy 
and its isolation from distraction made it an 
ideal center for the National Training Laboratory 
in Group Development. 


NEA Assumes Responsibility 


It was in 1951 that the Laboratory first held 
two three-week sessions at Bethel, and this 
practice has continued up to 1959. In 1952, a 
continuance of joint sponsorship by the Research 
Center for Group Dynamics of the University of 
Michigan and the National Education Association 
was seen to be unrepresentative in the light of 
the cooperative support being given the Labora- 
tory by a number of universities. Hence, it was 
at this time that the National Education Assoc- 
iation assumed major responsibility for the 
Laboratory. 


University Programs 


Then in 1952, the University of Chicago, 
an early cooperating institution with the National 
Training Laboratories, sponsored its first Sum- 
mer Workshop in Community Human Relations, 
which has continued ever since. Other summer 
laboratories are being conducted in various 
university centers across the country (there 
were eight in 1958), including the Pacific North- 
west Laboratory in Group Development in the 
State of Washington; the Human Relations Train- 


ing Laboratory, with Headquarters at the Uni- 
versity of Texas; the Summer Workshop in the 
Improvement of Human Relations of Boston 
University Human Relations Center; Columbia 
University’s summer training programs; and the 
Intermountain Laboratory in Group Develop- 
ment, in Utah. 


Red Cross Collaborates 


In 1955, the American National Red Cross 
consulted with the National Training Labora- 
tories on holding the first Red Cross Manage- 
ment Development School. Now in its fifthyear, 
it is one of the creative examples of organi- 
zation development programs in the country. 
In that same year the American Cancer Society 
secured the services of NTL in a number of 
its state programs, which led to their holding 
their first National Executive Training Program 
in 1957 and continuing to hold such a program 
annually. 


NTL Provides Aid 


Many other organizations have utilized the 
services of the National Training Laboratories 
in providing help in 

e@ improved leadership training 
more effective communication 
better decision-making 
the strategic use of available human 
resources 
e the design of productive meetings 
e the understanding of the function and role 

of change in organization life. 
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IMPROVING THE DISCUSSION GROUP 


PLANNING FOR DISCUSSION 


As You Start Work 
1. You might try out techniques for getting 


3. 


members to participate before the first 
meeting. 


Send out questionnaires to get information 
about: 
Members’ interests 
Real problems they are facing 
Questions in their minds 


You might gather the best resources you 
can find for use by the group. Your attitude 
would be: What can I make available to the 
group as possible resources for the members 
to choose? 

Appropriate moving pictures 

Case studies 

Recordings 

Situations suitable for role-playing 


You might get your own ideas organized in 
suitable form for use by the group, if the 
members decide to use you as one of their 
resources. You need not fear being prepared 
as well as you can be, just don’t let your 
preparation divert the group. 


You might want to take steps to insure that 

the physical resources for the group will be 

conducive to effective discussion. 
Arrange to reserve several smaller 
rooms for sub-group discussion, in case 
the group decides to subdivide. Try to 
get comfortable rooms in which the chairs 
can be moved into a circle or square. 
Remove all symbols of leadership, such 
as podiums, platforms, gavels, etc. 
Bring materials for name tags. 


You might feel more comfortable if you 
planned what you will say to the group at 
the opening of the first meeting, keeping in 
mind that: 
The more you say the more you encourage 
the members to depend on you to carry 
the ball alone. 
If you do think you know where the group 
should begin, plan your opening remarks 
to give the members a chance to make 
suggestions before you make yours. Their 
ideas may be better than yours. 


CARRYING ON THE DISCUSSION 


. Help the group to clarify its objective so that 


the purpose of the meeting is clear. Let the 
group build the agenda out of its own needs, 
but keep it limited to the task upon which it 
is working. 


Aim at the outset to get a sharply defined 
question before the group. Have threeor four 
alternatives put on board if you think this will 
help. 


Interrupt the ‘‘speech maker’’ as tactfully 
as possible: ‘‘While we’re on this point, 
let’s hear from some of the others. Can we 
save your other point till later?’’ 


Keep discussion on the track; keep it always 
directed, but let the group lay its own track 
to a large extent. Don’t groove it narrowly 
yourself. 


If you see that some important angle is being 
neglected, point it out: ‘‘Bill Jones was telling 
me last week that he thinks. . . . Whatdo you 
think of that.”’ 


Keep the spirits high. Encourage ease, 
informality, good humor. Let everybody have 
a good time. Foster friendly disagreement 
if it occurs. Listen with respect and apprec- 
iation to all ideas, but stress what is import- 
ant, and turn discussion away from what is 
not. 


Take time every ten minutes or so to draw 
the loose ends together: ‘‘Let’s see where 
we’ve been going.’’ Be as fair and accurate 
in summary as possible. Close discussion 
with summary — your own, the secretary’s 
or the observer’s. 


Call attention to unanswered questions for 
furture study or for reference back to 
speakers. Nourish a desire in group mem- 
bers for continuing study and discussion 
through skillful closing summary. 


Remember: The leader’s opinion does count 
in the discussion, but keep your own view 
out of it as much as possible. Your job is to 
get the ideas of others out for an airing. 
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REVIEW OF NATIONAL TRAINING LABORATORIES ACTIVITIES 


Future Activities 


1) January 24 to February 5, 1960 — Fifth 
Annual Management Work Conference to be held 


at Arden House, Harriman, New York. This is 
an intensive two-week work seminar for corpor- 
ate executives, department heads, and staff men. 


2) February 14 to February 26, 1960— 
National Organizations Laboratory to be held 


at Williamsburg Lodge, Williamsburg, Virginia. 
This lab is designed for professional staff 
members of national organizations with a vol- 
unteer constituency. 


3) April 24 to May 6, 1960— Protestant 
Church Leadership Laboratory at Green Lake, 


Wisconsin. Delegates to this laboratory will be 
professional Protestant Church leaders. 


New Board Members 


Balloting of the NTL Associates resulted 
in the election of the following as members of 
the NTL Board: : Chris Argyris, Yale University; 
Kenneth Benne, Boston University; Hugh Coffey, 
University of California; and Ronald Lippitt, 
University of Michigan. 


The National Training Laboratories Board 
is composed of twenty-four elected members 
and two permanent members. The elected 
members serve a three year term of office. 


Meeting of the National Board of NTL 


The National Board of NTL held its semi- 
annual meeting in the National Education Assoc- 
iation Building in Washington, October 16 to 19. 
Theme of the meeting was the development of 
NTL into a more permanent organization. Dis- 
cussion ranged from the details of the revised 
by-laws to a consideration of the development 
of different kinds of personnel within a more 
formal NTL structural relationship. Reports 
were also given by the recently established 
committees dealing with the trainer development 
program and personnel policies. 


Successful Key Lab Completed 


Twenty top executives from a wide range 
of organizations recently attended the Third 
Annual Key Executives Laboratory, held in 
Bethel, Maine, September 8 - 19 at the NTL 
Conference House. In addition to sensitivity 
training in top executive decision making, the 
participants also dealt with problems of in- 
dividual behavior and organization effectiveness. 
Staff included were: Lee Bradford, Jack Gibb, 
Doug McGregor, Chris Argyris, Dick Beckhard, 
Robert Kahn. 


Central Office Staff Changes 


Robert C. Vandivier, formerly Training 
Associate with NTL, has left this position to 
accept new duties as Community Organizer with 
the Adams- Morgan Project. This is a program 
in urban rehabilitation in Washington, D.C. in 
connection with American University. Van will 
remain in the Washington area for the present. 

William G. Dyer is now filling an appoint- 
ment as Training Consultant, assuming many of 
the duties formerly held by Bob Vandivier. Bill 
is on leave from Brigham Young University 
where he is Associate Professor of Sociology 
and Anthropology. 


Research 


Mrs. Jeanne Watson Eisenstadt has been 
appointed as Research Associate on a half- 
time basis. She will work with Jack Gibb, NTL 
Research Director, and Ron Lippitt, of the 
University of Michigan. 


Films and Pictures 


During the summer labs at Bethel an NTL 
photographer captured the flavor of Bethel life 
in a series of picture. These pictures will be 
used in future NTL publications. During the 
Education Lab held at Bethel this summer, 
Tom Gilligan of the NEA made a short film of 
the Laboratory to be used for training and 
publicity purposes. 
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PEOPLE SAY... 
LAB EXPERIENCES HELP 


Milt Corey, Associate Personnel Director, John 
Hancock Mutual Life Insurance Co., reports: 


‘‘We have instituted two programs that may 
be of interest to you. In the Personnel Depart- 
ment, a group of 10 employees meets Friday 
afternoons from 2:45 to 3:45 to discuss any 
subject they wish within the broad area of 
‘What can be done to improve the John Hancock 
Personnel Program?’ All levels in the Person- 
nel Department are represented. There is no 
leader. Participation is voluntary. Anobserver 
‘feeds back’ material at the endof each meeting. 
It is too soon to evaluate the group, but we are 
quite encouraged at this moment. Five meetings 
have been held. We feel that the following has 
been accomplished: 


1. Several good ideas have been offered and 
been adopted by the Personnel Depart- 
ment. 


1. The various units of the Personnel De- 
partment have been brought closer to- 
gether. 


“After this discussion group ends, there 
will be another one, as others in the Personnel 
Department have indicated an interest in join- 


Eliot Pearl, of the National Security Agency, 
says: 


‘I’m currently running a training group 
for supervisors, and | think I’m subconsciously 
applying the things we studied. It’s difficult for 
me to think of specifics in this connection, but 
I believe | can sense a difference in my thinking 
and in my demeanor when I’m with a group now. 
It’s rather a subtle thing, though, and theclosest 
I can come to describing the feeling is to say 
that I feel more concern for the people in the 
group and what they need and want than for 
what I personally am trying to get out of the 
group and of the session. It’s no longer how 
I’m doing (for myself), but rather, ‘Is the group 
benefiting from this whole process?”’ 


Art Guise, Director of Research, Ansul Chemical 
Company, Marinette, Wisconsin, has this to say: 


‘“*T believe that I am more perceptive than 
formerly, in discussion try to avoid any pro- 
cedures which would tend to cause a person to 


j 


‘withdraw’ from the group, and finally, more 
deliberately try to make people feel a part of 
the group. I find it difficult to personally assess 
my degree of success in applying those things 
that I learned at Arden House, but have been 
informed by several of our Bethel graduates 
that my training has resulted in a marked 
improvement in the skill with which I enter into 
group discussions.”’ 


PUBLICATIONS 


Following is a partial list of publications a- 
vailable on request. Write National Training 
Laboratories, 1201 16th Street, N.W., Wash- 
ington 6, D.C. 


1. ‘‘What Makes a Small Group Tick,”’ reprint 
from Business Week. An interesting account 
of the Bethel training laboratories. 


2. ‘‘A Brand-New Breakthrough in Management 
Development,’’ reprint from Factory. A dis- 
cussion of the NTL Arden House Lab and the 
implications of the laboratory training for 
management. 


3. ‘‘What is Group Dynamics?”, David H. 
Jenkins. A good summary article discussing 
the problems and practice of group relations. 


4. “‘Group Dynamics,’’ reprint from Charm. 


A good, popular article giving an overview 
of this area. 


HUMAN RELATIONS 
TRAINING NEWS 
AND NOTES 


U. S$. POSTAGE 


PAID 


NTLGD Washington, D. C. 


1201 Sixteenth St., N.W. 


Washington 6, D. C. 


POSTMASTER—If addressee has removed and new 
address is known, notify sender on FORM 3547, postage 
for which is guaranteed. 


SEPT.-OCT. , 1959 


Sec. 34.65 (E), P. L. and R. 


an 
” 


i= 


